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PREFACE

‘This is one of 10 units in a program of Training for Leadership in

Local Educational Improvem@nt Programs. Development of the program was

begun at the Learning Research and Development Center at the University
of Pittsburgh and has been carried forward at Research for Better Schools _

in Philadelphia.

If you have in hand the Instructor's Guide to the program, or.-Unit 3}

entitled Training Program Introduction and General Study Plan Guide, you

will have sufficient introduction to the nature and purposes of the

ws

training program. 1f you‘do not have access to one or both of these itemé,
the following paraéraph& will introduce &ou to this unit of the program.

This unit is designed for use by anyone holding a position calling
for leadership in planning and conducting local educational change programs.
This means school district leaders - central office administrators, building
principals, curriculum specialists, or teachers involved in changé project
supervision. Ip addition, curriculum specialists or field personnel of
state education departments or other educational agencies may find the unit
of value in their work with school districts - as in tha conduct of workshops
involving local school personnel.

Theuunit can be studied on a wholly self-instructional basis, or with
an instructor's direction. It requiréé about 6 to 10 hours of study time.

This unit is concerned with the critical problem of achieving district-
wide adoption of significant improvement programs. Very often improvements
do not spread throughout a school system even when a local pilot has shown

them to be highly beneficial.
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UNIT 10. DIFFUSING EDUCATIONAL IMPROVEMENT PROGRAMS
WITHIN A SCHOOL SYSTEM -

Introduction

This unit is concerned with problems and strategles involved in achieving
system-wide improvements within a school district rather than having such
improvements occur only in a fraction of classrooms or schools.

When a district identifies needs for improvement in any aspect of the

school system, it usually is true that those needs exist throughout the

district rather than being present only in some of the Classrooms, levels, or

schools making up the system. Thus, if there are shortcomings in the

- elementary reading program, these same deficits will probably exist to a

significant -~ though not necessarily the same -- degree in all schools in the
district. If there is a need to increase community participation in the
school program (as tutors, aides, or resource persons) this too will be true
throughout the district. Similarly, the need to provide better accommodation
for individual differences among students, if present in one school at the
elementary or secondary level, is almost certain to be present in all other
district schools at that level.

When innovative practices or products are available that promise to
produce significant learning improvement, they should be considered for use
on a system-wide basis. Examples include individualized learning programs,
cooperative teaching, open classrooms, materials or procedures designed to
foster students' affective development, or in-service teacher education
programs for working with culturally-different children.

In actuality, it often happens that changes, introduced on a pilot
basis in one or two schools, fail to spread throughout the district even

when the pilot tryout has been clearly successful. There are numerous

0




Unit 10 «» 2

reasons for this failure of school districts to achieve system-wide adoption
of improvements even after a successful tryout. This unit reviews these
reasons, then examines the different strategies that can be employed to foster
the diffusion process. As Orlosky and Smith have stated:

The tack of a diffusion system will lead to abortive change. A

change initiated in a particular school, in the absence of a plan

for diffusion, no matter how loudly it may be acclaimed, is not

Yikely to become widespread or permanently entrenched.
{Orlosky, D. and Smith, B.0., "Educational change, its origins and

characteristics.” Phi Delta Kappan, 1972, 53. 412-414.)

It is the purpose of this unit to help you plan soundly for the system-

wide diffusion of a desirable change, so that such charge can become both

"widespread” and "permanently entrenched."

" This unit, which éhou]d require approximately two days of study, consists
of 11 study objectives which offer a geneéral review of the process of
diffusing change within a school system. Upon the compietion of tﬁis unit,
you should be able to accomplish the following objectives:

Objective 1. Define diffusion within a school system and indicate
patterns in which changes can spread.

Objective 2. Il1lustrate needs for change that usually are system-wide,
and others that may be confined to one school

Objective 3. Justify the spread of change programs across levels to meet
the needs of students as they progress through the grades.

Objective 4. Identify reasons why a successful pilot prbgram may fail
to spread on a system-wide basis.

Objective 5. State the conditions under which a pilot test approach to
a change program is indicated and state its advantages.

Objective 6. State the conditions under which an initial system-wide
adoption of a change program is indicated and state its
advantages




Objective 7.

Objective 8.

Objective 9.

Objective 10.

Objective 11.

tnit 10 - 3

Demonstvate the advantages of combining an initial pilot
project with system-wide participation in planning toward
eventual diffusion.

Define and illustrate the theme approach to system-wide
change and state its advantages.

List the advantages of a.home-made product or program for
system-wide diffusion. -

Critique a local change strategy and outline a superior
strategy for meeting system needs.

Outline a plan for introducing and diffusing an 1nnovat1ve
program system-wide.

F)
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. Unit Study Plan

In approaching this untt, your first task is to decide how intensively
you want or need to study each objective. Then you will need to plan how to
go about it. Here 1s a guide for doing so, either with help from your
instructor (if you have one) or on your own. The procedure you are to follow
is in 4 steps: assessing your needs to study the unit, deciding on your way

of sfudying it, assessing your mastery of the unit objectives after study,
B e

and filling out your evaluat®on of the unit. -

1. Personal assessment of needs to study the unit. In this step, you

" should first leaf quickly through the unit to familiarize yourself with the
objectives and their content. Do this in a cursory fashion; it serves only
to set your mind in relation to the upit. 30 minutes shou1d,6e enough for
skimming over the unit contents.

{
Next, complete the Pre-Assessment Exercise (pages 5-7) as a basis for

estimating your present degree of mastery of the unit objectives. The
exercise calls upon you to think through the needs for, and accomplishment of»
diffusion of various kinds of programs within a school system. You are asked
to give illustrations of your own to some of ;Hé questions. (This exercise -
has been based on Objectives 1-9 of this unit. Objectives 10 and 1} have
been omitted becaus. they are meant to apply to what you will have learned
after completing the unit.) You should not take more than 30 minutes to do
_the Pre-Assessment Exercise.
When you complete the exercise, turn to page 67 for directions on checking - ~

your answers with the Pre-Assessment Exercise Answer Key. Remember that this

exercise is designed mainly to give you an idea of what elements of this upit

\. wil) require the greatest amount of time and concentration on your part.

8
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PRE~ASSESSMENT EXERCISE - UNIT 10

Directions: This exercise offers you a way of checking how well prepared ,

you are to perform the objectives for diffusing local educational
improvement programs. It should take you no more than one-half hour to
complate the exercise.  Compare your answers to those given in the Answer

Key on page 67.

1. This unit deals with diffusing educational improvement programs within
2 school system. Diffusion may involve change in 2 general theme, an
instiructional system, or an instructional product. Can you give an example
of each of these types of change?

Theme:

Instructional system: v

Instructional product:

.
L4

2. -Give some examples of needs for change which are apt to exist on a system-
wide basis. .

3. What are types of innovative programs which, if adopted at one level,
cause problems of articulation below or above that level?

9
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' x. 4. List -some reasons why a successful pilot program may fafl to spread
sys tem-wide.

5. List the advantages of introducing an tnnovation through the piiot test
procedure.

6. List some advantages of tntroducing a new program initially on a system-
wide basis.

7. State the advantages of combining an initial pilot project with system-
wide participation in *the planning for diffusion.

(1. 10
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. 8. Hha?: are the advantages for diffusion of propagating a broad purpbse or
-3 theme rather than specific changes?

9. List the advantages and disadvantages of a system-made change program
as compared to one imported from outside.

Advantages of system-made programs:

Advantages of externally developed programs:

i1




Unit 10 - 8 -

. Now that you have completed the Pre-Assessment Exercise, you (and your
instructor, if you haye one] should compare your answers with those given in
the Pre-Assessment Answer Key on pages 67-69. Compare thé quality and detail
of your answers with those in the Answer Key. There is no one right answer
to any of the questions. Also, the Answer Ke§‘yives fuller responses to same
of the 7 parts of the exercise than you would be expected to give before
having studied the unit. |

In the table below, check the estimates you make of your degree of

mastery of each part of the Pre-Assessment Exercise. Check HIGH if you judge
your answer‘to be right on target and in adequate detail. Check MOOERATE if
you judge your answer to be good but lacking some points needed for a fully
adequate answer. Check LOW if you find your answer to be inappropriate or

very incomplete.

’. ITEM TOPIC IN PLANNING FOR OIFFUSION LEVEL OF MASYERY SHOMN
NO. HIGH MOOERATE  LOW

1. Giving examples of 3 types of change

. Bistinguishing system-wide from local needs

2
3. Stating problems of articulation across levels
4

. Giving reasons for diffusion failure of pilot program

153 )

Listing advantages of pilot approach

Listing examples of initial system-wide approach

Stating advantages of pilot + system-wide approach

ITTustrating advantages of theme approach

A N

Comparing home-made and imported programs

LELE I

Now that you have indicated your level of mastery of these topics, look at
) the following table which lists all the objectives and indicate for each whether
\

. you need only to study it for review purposes or to study it carefully. Your

Q 12




“ Unit 10 - 9
. estimates of your degree of mastery of the preceding abbreviated 1ist of

objective topics should help you in checking the following list of objectives.

F)

UNIT OBJECTIVES REVIEW STUDY
ONLY CAREFULLY

1. Define diffusion within a school system and
indicate patterns in which changes can spread.

2. Illustrate needs for change that usually are
system-wide, and others that may be confined to
one school.

3. Justify the spread of change programs across
levels to meet the needs of students as they
- progress through the grades.

4. Identify reasons why a successful pilot
program may fail to spread on a system-wide basis.

5. State the conditions under which a pilot test
approach to a change program is indicated and state
its advantages.

;. 6. State the conditions under which an initial
) system-wide adoption of a change program is 1nd1cated
and state its advantages.

7. Demonstrate the advantages of combining an initial
pilot project with system-wide part1cipat1on in planning
toward eventual diffusion.

8. Define and illustrate the theme approach to
system-wide change and state its advantages. .

9. List the advantages of a home-made product or
program for system-wide diffusion.

10, Critique a local change strategy and outline a
superior sirategy for meeting system needs.

11. OQutline & plan for introducing and diffusing an
innovative program system-wide.

(It is expected that Objectives 10 and 11 will require intensive study because
they are based on the material you will have learned from the complete unit.)
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2. Study procedure. In studying this unit, keep in mind that you will

achieve maximum gain by considering the objectives in the ordef in which they
appear, since each objective assumes a certain level of understanding based
on the previous ones. However, according to your mastery estimates, some
objectives will.require intensiVeqstudy, while qthers need only to be
revieved.

You may wish to study all or part of this unit with one or more other
students. If you have an instructor, he may decide to work with you
individually or in 2 group session. And, of course, you could study the unit

entirely on.your own, since it has been purposely designed for self-directed

. study. )
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Objective 1. Define diffusion within a school system and indicate patterns
in which changes can spread.

Definition of within-system diffusion

The diffusion of educational innovations usually refers to the spread of

their adoption on a regional or national level among school systems. Within-

system diffusion is the spread of the adoption of change within a school system.

Patterns of diffusion

While some changes can be introduced initially on a district-wide basis
(for example, a change in administrative organization that gives increased
autonomy to building principals}, most changes spread -- if they do spread --
on a movre gradual basis.

Five general patterns of diffusion within a district can be distinguished
(although they often overlap}. Changes can spread, for example, (1) from
classroom to classroom; (2) from school to school; (3) from grade to grade;

(4} from one curriculum area to another; (5) from one level to another (as

" from elementary to secondary.)

Any type of change can diffuse within a school system, whether involving
innovations rgcently introduced within the district or already-existing features
of the systeﬁ's organization or program. For example, diffusion may involve:

1. The spread of changes representing a general theme such as
individualized instruction or community involvement in.schools. - Here the
changes made are apt to differ significantly from school to school since the
purpose is not to spread the adoption of particular practices or products but
rather to permit each school to undertake changes it elects to represent the

chosen theme.

2. The spread of adoption of a particular instructional system. Examples

would include the Harvard model of team teaching and Individually Prescribed
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Instruction (IPT) Mathematfcs.
3. The spread of adoption of particular instructional products. Examples:
of such products would include overhead projectars, and the Physical Scieaces

Study Committee {PSSC} physics curriculum.

Exercise 1°

It s 1ikely that you can list a number of examples of each of the three
types of change just idéntified. Exercise 1 asks you to indicate to which
category you would assign a series of examples. You are also asked to add
other appropriate illustrations which may occur to you. Keep in mind the fact
that the &istinctions among themes, systems; and products may not alwavs be
clear-cut, and that some_items might appropriately fall in more than one
category. In general,.r;ﬁemher that a theme usually represents a broad
educational approach which is likely to pervade the whole district; an
insfructional system generally requires a change in teaching methods and/or
classroom organization; an instructioﬁal prbduct usually can be added to the
basic instructional program without requiring major changes.

Now turn to Exercise 1 and classify the examples listed.

16




Unit 10 - 12

. EXERCISE 1 ~ WORKSHEET
Types of Change That Can Diffuse Within a School System

Dirvections: For each of the examples 1isted below check whether in your
opinion it represents a theme, an lnstructlonal system, or an instructional

product.
EXAMPLE THEME INSTRUCTIONAL INSTRUCTIONAL
B . SYSTEM PRODUCT
Filmstrips

Cooperative teaching ~
Cuisenaire rods

Planned tearning According
to Needs (PLAN? '

‘Student involvement in
decision making

Educational television

f . The Wisconsin Individually
Guided Education Model (IGE)

Man - A Course of Study

The Montessori Plan

Computer Assisted Instruction (CAI)
Elementary Science Stu” - (ESS)

The California Test of Basic Skills

——m— e — e

Perhaps you can think of additional examples of these 3 categories. If so,
1ist them below:

THEME

INSTRUCTIONAL SYSTEM

f,. INSTRUCTIONAL PRODUCT

Reminder: When you have completed this exercise check your work against
Q the Answer Key,

ERIC 17




Unit 10 - 13,
. EXERCISE 1 ~ ANSWER KEY
- f&pes of Change That Can Diffuse wfthin a School System ‘
EXAMPLE THEME INSTRUCTIONAL INSTRUCTIONAL
SYSTEM PRODUCT

Filmstrips . o el
Cooperative teaching v Co - .
Cuisenaire rods - o v

Planned tearning According
to Needs (PLAN) L v o

Student invoivement in

decision making Vv — —
Educational television v —e —_

The Wisconsin Individually
Buided Education Model (IGE} L W -
Man - £ Course of Study - —_ v
The Montessori Plan —_ i —
. - Computer Assisted Instruction (CAL) o~ . —
@ Elementary Science Study (ESS)} L ___ N
] The California Test of Basic Skills o v

. Additional examples might include:

THEME: Ungraded progress; open classrooms: affective development

INSTRUCTIONAL SYSTEM: Individually Prescribed Instruction (IP1); the Morwalk,
Conn. Team Teaching 7lan; the Winnetka Plan

INSTRUCTIONAL PRODUCT; Videotapes; simulated games; Achievement Competence
Training Skills package (ACTSI -

*

As has been previously noted, these categories are not rigid, and
represent some overlap. This exercise has been designed as a guideline
for recognizing general differences among levels of change programs. While
you may not agree with the specific categorization of each item, you may
have found it helpful to consider this type of program differentiation.

18
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Objective 2. Illustrate needs for change that usually are system-wide
. and others that may be confined to one school.

Comparison of s}stem-wide with Tocalized needs

The just{fication for system-wide diffusion of educational change
ties in the fact that identified needs for change normally exist in schools
throughout the district. However, there are some instances when such needs
are restricted to one school or a fraction of schools in a district. To
show that most needs for change aré system-wide, we should examine major types
of needs existinﬁ within school systems.

An important point is that very often 2 need for change first appears
in one school yet 1s actually a reflection of a system-wide need. For example,

intergroup conflict inay first erupt in one secondary school in a district.

. Upon study of the intergroup situation in other district schools, it is apt

to be found that the seeds of conflict exist in those schools also and that

a district-wide solution for intergroup problems is required.

Exercise 2

Exercise 2 offers you some examples of needs for change that usually
are system-wide and some that are apt to be localized within the school
system. You are asked to give additional examples of your own in each of
the two categories.

No answer key is provided for Exercise 2 because your examples can be

checked by comparing them with the examples given.

19
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EXERCISE 2 - WORKSHEET
Examples of System-wide and tocalized Needs

Directions: Using the examples as a guide, 1ist whatever needs you can

think of in the two categories. (While localized needs are listed

separately, keep in mind that these may also be examined as symptoms
of underlying problems existing on -a system-wide level.)

SYSTEM-WIDE NEEDS

Examples Given Your Examples

Reading skills improvement

School-community relations

Staff in-service training

Drug education

. LOCALIZED NEEDS
Examples Given Your Examples

Interpersonal conflicts in 2 school

Structural problems of specific
buildings

Vandalism confined to one school

Weakness in one teacher team
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¥

. Objective 3. Justify the spread of change programs across levels to meet
the needs of students as they progress through the grades.

_Justification of change programs across levels

The problem of vertjca] articulation from one level of instruction to
another exists for atl studénts. If change programs are introduced in certain
grades or on certain levels andn ot others, serious continuity problems for

'students may result., Program consisteacy from level to level is thus an
important factor.

Needs at one level often occur at all Jevels (i.e. acquisition of basic
language skills} and require to be met at a}l levels. One chief reason for
individualized or continuous progress programs is that they enable students
to "hook into" a program at the proper point when moving to an&the? grade
or school.

. Examples of change programs which often are introduced at some grade
tevels and not others and thus cause articulation problems include:

Open classroom plans

Team teaching

Nongraded grouping

Use of particular reading programs or resources

Individualized instruction
Perhaps you can think of other examples. The impotrtant thing here is to
recognize that the diffusion process should take into account the difficulties
which students may encountar when moying to another level after exposure to a

particular program on one level and then encountering a different kind of

program. An example of this probiem in one school district is given in the

. following illustration.
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Unit 10 - 17
The Adoption of the ISCS Science Program
at the Junior High School Level

r

The Pine Grove subuvban school district con;Tsts of approximately 5800
students and includes six elementary schools, two junior high schools (grades
7-9} and one high school. In 1970, after a series of exploratory steps, and
in-service training of selected staff, it was decided by the Science Depafuﬁent
bhairman and the two junior high school principals, to adopt the individualized
Science Curriculum Study, (ISCS) materials on a4 pilot basis in selected classes
in both schools. )

ISCS is an individualized science curriculum for grades 7-9 developed at
Florida State University and published as a package of workbooks and materials
by Silver-Burdette. In the program, student§ wor¥ individually or in small
groups and progress at their own speed, taking tests at their own initiative
when they feel they have mastered a given level. Students also help deteruine
their own grades.

Evaluation of the program after its first pilot year revealed enthusiastic
response from both students and teachers. Accordingly, in-service training was
provided for additional staff, and the ISCS curriculum was extended to all 7th
and 8th grade sclence classes, and, in a modified version, to grade 9, Thus,
over the past three years, all Jjunior high school students in the district
have participated to some extent in. the ISCS progvam.

When these students enter high school in 10th grade, they are returned to
a more traditional science program which lacks the independent study aspects
of the ISCS, For many students, the transition has proved difficult. (For
others, the transition from traditional science classes to ISCS was equally
difficult.) Accordingly, the.Department Chaiiman is currently analyzing the
transition problem, with particular attention to those students who have had

difficulty in either the individualized or the traditional curriculum. This

22




Unit 10 - 18

. concern with the articulation problem may result in creating materials
similar to the ISCS approach for both the elementary and high school levels. -
This has been one illustraton of the manner in which an articulation
problem can develop when a change program is introduced only at certain
levels. Fan you think of examples in which other types of innovations are

apt to produce articulation difficulties? If so, describe them briefly

below.

Your flilustrations:

k1




bnit 10 - 19

Objective 4. [Identify reasons why a successful pilot program may fail to
spread on a system-wide basis.

Sometimes a successful pilot program may fatl to spread on a system-wide
basis, even though it was initially intended for diffusion. This may happen
for any of the following reasons, or others:

Inappropriateness of program to other schools, levels, etc., Sometimes,

particularly in a large school district, schools may have distinct character-
istics which make a certain pilot program (i.e. teaching of English as a
second language in a school with an unusually large proportion of Spanish
speaking students) appropriate to some schools but not to others. An open

campus plan may be suited to the secondary levels but not to the elementary.

Thus, certain experimental programs which work out well in one or more schools
may not be appropriate for district-wide diffusion.

High costs of diffusion. School boards may be reluctant to budget money

for innovative programs on a district-wide level. This is particularly true
when (1) the materials required for the program are costly; (2) the program
requires considerable expense in in-service training for staff; (3) the pilot
program was initially funded by outside sources (i.e. Title III), but the
school district is asked to pick up the tab for diffusion. It may take several

years of a pilot program's demonstrated success before the costs of diffusion

" become acceptable to the Board or the community.

Priority differences among schools on program adoption. While a

particular change program may receive high priority to meet the major needs of
one school or grade level, it may not seem of great importance at other schools
or levels. For example, while one elementary school drawing from a particular
netghborhood may give high pr{ority to an innovative remedial reading program,

another school may feel that an individualized science program has higher

24
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Unit 10 - 20
priority for its particular students. Thus, a pilot program successful in one
school may not be diffused because it does not meet priority needs of other

schools.

Insufficient central staff commitment. If the Superintendent and his

staff lack enthusiasm for the project, it is unltkely to spread through the
district. It is essential that the central staff exhibit leadership in the
diffusion effort, and that building principals are also committed tc the spread

of the change program. If this is not true, the diffusion process is unlikely

since strong centiral leadership is necessary to “"sell" the program to the

" Board-, the community, and the teaching staff.

Lack of a comprehensive diffusion strategy. Planning ahead is crucial

for a successful diffusion process. While the program is being planned for
the initial pilot stage, the administration should be making further plans for
its eventual diffusion. This involves a determination of phasing stages, the
spread of information on the program both to staff and community, involvement
of selected staff from all schoois in the initial planning stages, and in-
service training for handling the change program. tack of communication about
the prﬁgram on a district-wide basis is one reason for diffusion failure.

Reluctance of schools to adopt a program specifically identified with a

particular school. If a pilot program is tried out for a period of time in

a given school, and diffusion plans are not communicated, building principals
may feel that the program is "someone else's" and be unable to identify with
it in terms of their own schools. Such reluctance may also be tied in with

priority differances, and poor communication about the program through lhe

district.
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. Reluctance of teachers to accept change programs. While the innovation.

may have been successfully “sold® to teachers a%t one school or grade level,
others may be extremely reluctant to take on the major instructional method
changes required by the new program. Other teachers may find the underlying
philosophy of the innovation unacceptable. Such resistance, particuiarly in

the presence of a strong teachers' association, may make the diffusion process

extremely difficiit.

Changeover of personnel. Personnel changes, particularly at the central

office and building principal levels may result in 2 shift in philosophy or
sense of priorities which may halt the diffusion process or eliminate the
pitot program entirely. Change in school board membership may have the same

effect.

.M

It is important for you to be able to identify the reasons for diffusion
failure. Exercise 3 describes pilot programs that failed to spread throughout
two school systems. After reading these examples, turn to Exercise 3 -
Worksheet and list some of the reasons for diffusion failure in one of these
systems. As an option, you may choose instead to describe @ program that you

know about that failed to diffuse, and identify the reasons for the failure.

Example 1. 1In 1961, in the Pennurban School District, a central committee
representing the 9 elementary school principals began to plan for a Continuous
Progress Primary which was essentially an ungraded program replacing grades 1-3.

The idea, which included an emphasis on individualized instruction, was to

permit flexibility in the rate at which students moved through the first 8

. years of schootl.
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-subsequently announced that the plan was to be adopted by all primary schools

"since no central office personnel had been specifically designated to

. organize or promote the program, the whole thiné eventually degenerated to
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Three pfincfpéls, who were particularly enthusiastic about the program,
agreed to pilot it in their schools for one year. After the initial year, a
survey of parents, teachers and principals of the participating schools
indicated a generally positive attitude toward the program. The evaluation

report was submitted by the 3 principals to the Superintendent, who
in the district. However, implémentation turned out to be minimal. There

had been no teacher involvement in formulating the plan in the 3 schools,

several principals lacked a philosophical accepiance of the project, and

a "paper project". After Several years, even the 3 schools which had

successfully initiated Continuous Progress Primary began to drift away from

the ungraded system.

Example 2. In 1966, through Title III funding, an Individually Prescriﬁed
Instruction (IPI} math program was introduced in the Burton Elementary School
in a suburban district. Funding was continued through 1971, during which time
the program was successfully established in all grades (K-6) at Burton School.
In 1972-73 the funding of the program was taken over by the district, but was
discontinued in the fall of 1973 because of the high costs of the program,
coupled with the district's policy to provide the same level of education in
all schools. Although 10 of the 13 elementary schools in the district
expressed interest in implementing IPI, the School Board felt it could not
afford to diffuse the program. Accordingly, IPI was also dropped at the
Burton School despite the feelings of both parents and teachers that the

program had been extremely successful.
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EXERCISE 3 - WORKSHEET

Reasons for Diffusion Failure of a Successful Pilot Program

Directions® Choose one of the examples given, and identify several reasons

why the initially successful pilot program failed to spread throughout

the district. As an option, describe a diffusion fatlure with which you
are familiar, and identify reasons for failure. Use the next page for this.

EXAMPLE 1. REASONS FOR DIFFUSION FAILYRE:

EXAMPLE 2. REASONS FOR DIFFUSION FAILURE:

Reminder: When you nave completed this exercise. check your work against the
Answer Key.
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EXERCISE 3 - WORKSHEET (Cont'd}.

YOUR OWN EXAMPLE
DESCRIPTLON:

-

REASONS FOR DIFFUSION FAILURE:

li.:.:‘:

=
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EXERCISE 3 - ANSWER KEY

Explanation:

Whila there are no “"right" and "wrong" answers for Exercise 3, there are
a number of reasons for diffusion failure which should come to your mind after
reading Examples 1 and 2. Here are a few such ideas: you may wish to -~Jd some
of your own. (If you have used your own example in Exercise 3, you m.y find
some of these points relevant to the reasons for failure that you have already
identified.}

EXAMPLE 1. REASONS FOR DIFFUSION FAILURE:

Insufficient involvement of total staff in initial planning

Lack of staff commitment to or involvement in plans for future diffusion
No community involvement in the planning process

No teacher involvement in the planning process

Poor promotion of the goals of the program; lack of communication

No central office direction toward organizing or promulgating the program

ADDITIONAL REASONS:

EXAMPLE 2. REASONS FOR DIFFUSION FAILURE:

Insufficient planning for future costs

Inadequate "selling” of the virtues of the program to the chool oard

Lack of recognition that the program might be more appropriate for some
schools than others

Failure to attempt adapting a modified version of the program that wight

reduce its costs

ADDITIONAL REASONS:
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Objective 5. State the conditions under which a pilot test approach to a
change program is indicated and state its advantages.

-

Most change programs are introduced on a pilot basis for the reasons and
under the cénditions described below. While many of these points may seem ,
self-evident, it is important to be able to analyze the needs and limitations
of a given school system before deciding whether an innovative program should
be initiated on a broad or a limited basis.

The partirular conditions that suggest the need for an initial pilot test
of "a given innovation include: .

Changes which have not already been tested and found effective in a
similar school district

Changes which might incite community, staff, or student resistance if
introduced on a wide scale

Changes which do not initially appeal to more than a few staff members

Changes which would require considerable cost, training, re-staffing,

reorganization, etc. if introduced on a wide scale

The advantages of a pilot test initiation of a change program include
the following:

The concentration of limited resources to give the best chance for the
program to become effective

The opportunity to evaluate the program on a limited basis

The provision of a training site for teachers who might subsequently be
involved in the diffusion process

The development of administrative capabilities for subsequent district-
wide implementation

Provision of a demonstration project for other schools in the district

Through the concentration of limited resources, the possibility of
introducing for comparison 2 or more similar programs

Relative ease of returning to original methods if the program fails

Relative ease of gaining support for a limited program from school
board and taxpayers

F)
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Exercise 4

To help you identify the condiffons-and advantages of ptlot programs,

the following 2 examples are provided. Read them both, and then choose one

to answer the questions on Exercise 4 - Worksheet.

-y

Example 1. The chairman of the Physical Education and Health Department

‘of the East Radford School District approached the superintendent after having

attended a statewide conference on the need for and availability of sex edu-
cation programs on the elementary school level. The departmént.chairman was

particularly impressed with a packaged program of films, videotapes, slides, -

“models and workbooks which could be purchased for use in grades K-6.

: The‘superintendent was also favorably inclined toward the program and
decided to purchase it for use in 2 of the 10 elementary schools in the
district. 'Before the pilot project could’get under way, however, it was
necessary.to do a comprehensive "selling" job to both parents and teachers.
There was considerable parental resistance to the idea; especially among
Catholic groups.a The department chairman, the superintendent, and other

staf¥ members who were committed to the project held a number of meetings

with PTA's and other parent groups to explain the materials to be used and

‘to show the films which were planned for the different grade levels.

The principals of the 2 schools chosen for the pilot project were
in favor of the program, and, in fact, their enthusiasm as demonstrated at
an initial meeting of all elementary principals led to the choice of their
schools as the pilot sites. Principals, together with the department
chairman and the elementary curriculum coordinator developed an inservice
summer workshop for K-6 teachers in the pilot schools so that they would
be able to deal comfortably with the program. Although in these particular

schools the health program was under the aegis of the physical education
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staff, the nature of the sex education package was such that much of its

material could be utilized in both science and social studies curricula
by regular classroom teachers.

After a year of utilizing the program an evaluation survey of teacher,
student and parental reaction was generally favo;ablel It was thgrefore
decided by a committee of teachers, parents, and administrators to diffuse
the program gradually throughout all the elementary'schools, with full K-6
implementation to be in effect by the end of the following year. Inservice
training was provided in summer workshops for all elementary school teachers.

Eventually, although the program was adopted in all elementary schools, indi-

~ vidual adaptations of the original package were made to suit the needs of

particular schools and classes. Khile all schools are not now handling the
program in exactly the-same way, the diffusion process from the initial
pilot program has been successfully effected.

Example 2. In 1971 a pilot program in integrating suburban and inner
city schools was begun in the North Brampton suburban school district. This
district, whose population is almost entirely white, is adjacent to a city
of approximately 250,000, 30% of whom are black. At the recommendation of
the State Human Relations Commission, a pilot program was begun in 4 of the
8 elementary schools in North Brampton. The project involved busing a random
group of volunteer inner-city black children to the 4 elementary schools.

At the initiation of the project there was considerable public resistance

on the part of both black and white parents. This resistance was strongly
communicated at public meetings with the school board. However, the board
nonetheless voted 7-0 in favor of attempting the pilot program. After the
hrogram had been in existence for a year, evaluation showed that the inte-

grated black students were outperforming their inner city peers in the-
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‘x. bastc skills, and in many cases were outperforming their white classmates as
well. The program has since been adopted by all elementary schools in the
district. “However, the number of {nner city children who can .be accommodated
1s necessarity limited by the North Brampton requirvement that classes be kept
to a 1-23 ratio.
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\. EXERCISE 4 - WORKSHEET
The Conditions and Advantages of the Pilot Program Approach

Directions: Using the example you have chosen, write your answers to the
appropriate questions below. .

EXAMPLE 1. From the list of conditions given on page {24} plus any others that
have occurred to you, indicate why you feel the situation in East
Radford was appropriate for a pilot test program.

What advantages do you see to using the pilot approach in this
situation as opposed to initiating the sex education program on
a system-wide basis? Refer to the 1ist of advantages on page 24.
Add any others that may occur to you.
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. _EXERCISE 4 - WORKSHEET (Cont'd]

EXAMPLE 2. Referring to page 24, state the conditions which you feel made
the North Brampton integration experiment appropriate for a pilot
test? Add other conditions which occur to you.

-

What advantages do you see to using the pilot approach in this
~ situation as opposed to initiating the integration program on a
system-wide basis? Refer to page 24, and add your own ideas.

-—

Reminder: When you have completed this exercise, check your work against the
. Answer Key,
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EXERCISE 4 - ANSWER KEY
The Conditions Appropriate to and the Advantages of a Pilot Program

EXAMPLE 1,
Conditions: (These are some suggestions; you may have thought of. others.}

Sex education programs have not been in existence long enough on the
elementary level to justify their introduction on a district-wide basis.

Such a program is bound to encounter both staff and community resistance.

A1l staff members might not feel comfortable at handling such material.

Advantages: (These are also suggestions; you may have thought of others.}
The purchase of only a limited number of "health packages" plus the
inservice training required for only a few staff members represents
minimal cost to the district.

There would be an opportunity to evaluate the program, through staff,
student, and parent -reaction on a limited basis.

A training or observation site would be provided for teachers who might
later become involved in the program.

Community and school board resistance might be better overcome by
introducing the program on & limited basis.
EXAMPLE 2.
Conditions: {Suggestions to which you may add your own.}

Integration of black and white students has not always proved to be
educationally advantageous.

Busing for integration purpose is bound to create community resistance.

Provision of a demonstration project (if successful} would be helpful to
other districts faced with similar problems.

Advantages: (Suggestions to which your own may be added.)}
The initial cost of busing was held to & minimum.

Only sounger children (less likely to cause interracial disturbance}
were involved in the pilot project.

A comparison could be made between integrated and non-integrated schools
in the same district.

Resistance of parents and school board was minimal considering the -mall
number of children initially involved.
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Objective 6. State the conditions under which an initial system-wide adoption
of a change program is indicated and state its advantages.

Aithough the pilot approach studied under Objective 5 has much to recom-

PR 3 _ (
mend it under many conditions, it may not always be the most effective way

to introduce a change program.

Conditions favoring the introduction of a particular ipnovation on a
system-wide basis include:

The program has proved successful in similar school districts.

There is evidence that the program is one which will have immediate
usefuliness in meeting needs throughout the district.

The program can be initiated on a system-wide pasis at reasonable cost.

The characteristics of .the innovation pemit it to be introduced with
minimal needs for reorganization throughout the district.

The program has widespread support from central sffice staff, school
board and community.

There is a favorable attitude toward the program among building prin-
cipals and teachers.

Assuming that the above conditions have been met, the advantages of
system-wide initiation of a change program inciude:

In contrast to a pilot program, which often involves only a few staff
members , the system-wide approach permits many district personnel to
become involved in choosing and planning the innovation. This permits
a sense of identification with the program and commitment to goals
which can help ensure its success. .

The system-wide initiation removes the suspicion of favoritism toward
certain schools (which may occur in a pilot approach}, and promotes

the belief that resources are distributed as equally as possible through-
out the district.

Since innovative programs can often be adapted to a variety of admini-
strative and instructional personalities and techniques, system-wide
innovation takes immediate account of these differences and permits
adaptation of the program to accommodate them.

Local tax effort may be maximized if the program can be shown to have
the largest possible impact and thus represent ap efficient use of funds.
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Since pilot phasing takes several years.during vhich the innovation is
dented to many students, there is considerable time saving in system-

wide initiation. -

An example follows to illustrate some of the conditions and advantages

of initiating a change program on a system-wide basis.

Exercise 5

The following example will illustrate the success of an initial system-
wide innovation. After you have read it, turn to Exergise 5 - Worksheet and
check the reasons why you feel this program met the conditions and advantages

of district-wide inttiative. -

r

Example of the Initial System-Wide biffusion of a Program

An example of a system-wide introduction of an instructional program
occurred in Throckmorton County, where, in 1968, a group of elementary
school principals recognized that the curriculum created for the "“average"
chitd was inappropriate to many of their students. Children were being
paced at a predetermined educational pattern, but at best leérning Was
sporadic. Measures of student and teacher performance lacked specificity,
and accountability was difficult to establish. Pressures from the community
demanded a change.

In a desire to break away from past methods, school administrators,
department heads, selected teachers, and a community advisory group appointed
by the school board began studying programs designed to accommodate a wide
range of individual differences among children. An intensive consideration
of curricular options led to the eventual choice of Individually Prescribed
Instruction (IPI}.

IPI is a total elementary school program including teacher, administrator,

and aide training, procedures of diagnosing student achievement of mastery

39




-

nit 10 - 35 !
. of a given subject area, individual evaluation and guidance of each pupil,
. and a variety of instructional materials. Although it is a relatively ,

expensive program in terms of the materials required, its advantages Have
been thoroughly demonstrated in mary schools.

Throckmorton County School District decided to implement IPI onp a
system-wide scale, which included all five elementary schools. The pro-
gram proved successful, and during the 1970-71 school year the IPI Primary

Reading and Spelling programs were added to the curriculum, The general

reaction to the program has been favorable. The teachers appear more
consclous of individual differences among students and are better able to
deal with them. The program presents a practical, useable learning sequence. L
The principal’s role in IPI epables him to help with special learning problems
without making teachers feel inadequate. Students appear to have developed

'. a more positive concept toward school and toward their own successes.
Feadback on the program is provided through pretests and posttests and through
a orofile of the student’s mastery ]eVei. Parents receive profile sheets
indicating the student's mastery level regardlezs of his class standing, thus
eliminating the stigma of the lettoar grade.

Parents have been sufficiently pleased with the results of the program

to indicate to the school board that they are in favor of a continued

budgeting of funds for this purpose.
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EXERCISE 5 - WORKSHEET

Reasons and Tonditions Justifying a System-Wide Introduction

DirectiOns:éheck the reasons and conditions which You feel justified the
introduction of IPI in all elementary schoois in Throckmorton
County School District on a system-wide basis.

: (check here)}
1. A change program was demanded by the whole community

2. IPI is an individualized program

3, Responsibilities for choosing the program were
widely distributed

4, IPI helps students evaluate themselves
5. The principa’ works closely with the students

6. Wide public support resulted from the knowledge
.that the program had proved effectiveness

7. The scheol board believes in the economic worth of
the program

N

8. IPI helps socially deprived students determine
their own pace and therefore provides heter-
0geneous grouping

9. Several principals were especially enthusiastic
about choosing this particular program

10. IPI eliminates.letter grades

Reminder: When you have completed this exercise, check your work against the
Exercise 5 - Answer Key.
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EXERCISE 5 - ANSWER KEY

Reasons and Conditions Justifying a System-Wide Introduction

A1l the statements on Exercise 5 - Worksheet are true, but some
seem more appropriate than others in justifying the use of the system-wide
approach illustrated. Statements 1, 3, 6, and 7 would seem to be
the most cogent arguments in this particular example for choosing a
system-wide rather than 2 pilot approach. The mjor point of this
exercise has been to point out the possible advantages of the system-
wide initiation of a change program and to help you identify them

as appropriate in certain situations and under certain conditions.
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Objective 7. Demonstrate the advantages of combining an initial pilot
project with system-wide participation in planning toward eventual diffusion.

Objectives 5 and 6 have addressed themselves to the advantages of intro-
ducing change programs either through a pilot project (with the aim of eventual
diffusion] or through an initial system-wide adoption.

There appear to be merits to both alternatives. As you will remember,
advantages of the initial pilot project approach included: concentration of
resources; opportunity for evaluation on a limited basis; provision of a demon-
stration si{e; relative ease of gaining monetary support for a limited program.

Some advantages of the initial system-wide adoption of a change program
included: sense of involvement and commitment of personnel throughout the
distrizt; adaptation to a variety of administrative and instrﬁctional‘tech-
niques; maximization of tax effort because of wider impact; time-saving com-
pared to pilot phasing.

Since there appear to be merits to both alteruatives, very often the best
solution may 1ie in @ combination of both methods. Such a combination would
occur through involvement of staff throughout the system in choosing and plan-
ning a pilot program, and continuous communication about the progress of the
program to staff, school board, and community.

Assuming a program has been judged & have potential value for system-wide
use, and assuning the intent to foster eventual system-wide adoption, it is
logical to have some level of system-wide involvement from the beginning, even
when pilol testing is to be utilized. In other words, the pilot test would
receive reinforcement by attaining system-wide involvewent from its inception.

Conditions favoring a :ombination of pilot study and system-wide involve-

ment include:
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. The existence of & major educational trend which is of broad interest to
. " the gtaff and/or the community. Such trends might include (1) curriculum
. * changes such as the introduction of FLES, ISCS,.IPI or other innovative
programs; (2] organtzational changes such as team teaching, open class-
rooms , year-round schools; or (3] technological changes such as the use
of computer-assisted instruction, educational TY, and language labs. The
main point here 1s that the tnnovation 1s of widespread interest, so that
administration, teachers and community are all interested in testing it
out on a pilot basis, and a1l want to be involved in Tts planning stages.

The existence of a major concern which has developed within a district

{for example, poor performance jn basic skills, disturbance in race rela-

tions, high absentee rate of either students or teachers, widespread van-

dalism, or widespread drug use.) 1In all of these cases, the whole systen

may be involved and/or concerned, but may wish to try out a pilot program
" to test its effectiveness in dealing with such problems.

- In occasional instances, outside funding may be offered to a school
district which can evolve an effective change program. In such an instance,
the whole district may be involved in the decision-making process as to how
best to expend the funds, and in the development of a pilot program to
demonstrate justification for such expenditure.

Advantages of a combined pilot study and system-wide involvement include
the following:

{
. The increased interest in anu involvement of personnel throughout the
district in all aspects of pilot project planning. :

The increased probability of choosing various pilot sites, thus enabling
not only the best possible choices, but a basis of comparison among °
schools in implementing the pilot program.

The shared sense of “ownership” of the project which not only makes for
more successful diffusion, but aiso avoids all suggestions of administra-
tive fiat or favoritism.

The opportunity for the whole staff to observe and learn from the pilot
programs.

The following example 11lustrates the combination approach to the diffusion

of a program in a selected schoo} district.

Exercise 6
After reading the exampie, 1ist all the conditions and advantages you
think of which made this particular change program effectively expedited
6 throtigh a combination of pilot project and district-wide adoption. Exercise 6 -

Worksheet provides space for you to 1ist these conditions and advantages.
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The Open Learning Environment Program at Plattsville
. An 11lustration of the combined approach to diffusion {s the Open

Learning Environment program (OLE] which was introduced in the Plattsviljé J
School District 1n 1969. Plattsville is an urban district with 60 elementary
schools. Thg.origtnal deciston to implement an {nnovative program for Head-
start students wﬁs %ade by the ESEA Title T Committee, the Director of

Compensatory Education, and the Plattsville Board of Education. Dr. Delia

Jones was hired as Associate Director of Early Childhood Programs.

As a first step towa}d program initiation, the superintendent called a
meeting of the principals of 37 elementary schools rated as showing low
achievement. Dr. Jones described the program to the principals, after
which five of them decided to try it out in their schools. In September, 1969
the program was initiated in the five pilot schools at the K-1 level, funded
both by Title I and district moneys, and under the leadership of Dr. Jones,

‘. with the full support of the Superintendent.

Basically, OLE, as a version of the open classroom model, reflects the
theory that students learn from sampling their environment, constructing
concepts and expectations of their world, and continually testing and revising
their conceptual systems. It is viewed as a dynamic program, sensitive to
human needs, and future-oriented. There is no single prototype for an OLE
classroom or school; rather, there are many variations reflecting the
individuality of the persons involved. '

The structural principles of the program include such features as the
following:

The need to design a program, select appropriate materials, and
utilize trained personnel who can handie the projgram effectively.

The {mportance of inservice training; while any teacher should be
able to handle the program, it cannot realistically be achieved without
. adequate tratning.

The need for continual help and guidance of young children in the de-
velopment of adequate coping skills for the shift from passive to active
learning in which students are responsible for their own achievement.
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Mastery of basic literacy and math skills is mandatory. The program
includes learning centers (language arts, mathematics, music, etc.), a rich
variety of materials, small group lessons, and individual work activities.

Dr. Jones and the principals of the pilot schpols éhose team leaders on
the basis of their teaching experience. Principals, in consultation with
Df} Jones; hired community aides to help in the classrooms. Monthly inservice
training workshops began for participating teachers. An outside evaluation
consultant was hired on a three-year basis.

In the meantime, Dr. Jones continued recruiting for other schools in
which to ipitiate OLE. In doing this, she prepared a series of newslgfters
describing the goals and progress of the program to all elementary principals,
and included a summary of the program in several issues of the district's
monthly newsletter for community distribution. She also held a series of
meetings with principals and other interested staff members, and gave a
slide presentatfon of the program to the school board at a puhlic'meeting.

In 1970, after the program had existed for a year in the five pilot
schools, it was found that one school in particular had a young, enthusiastic
staff and a cooperative principal all of whom adapted exceptionally well to
the program. This school became the informal “model" or demonstration school
for OLE. Interest in open classroom methods began to grow throughout the
district, and there were numerous requests from school personnel and parents
to visit OLE classrooms.

Since the program was proving successful, it was planned to add another
grade level each year and to bring other schools into the program.

The easy accessibility of and continued communication from the admin-
istrators of OLE to teachers, central office, school board, and community

maintained a positive attitude toward the program throughout the district.
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Although the pilot schools were chosen for their low achievement, the
positive publicity given the OLE program resulted in a number of transfers
_ to these schools of students from "high achievement" schools which were
not yet using the program. Positive newspaper coverage was also helpful
in calling attention to OLE. Overall, community reaction to the program was
so favorable that continued diffusion was expedited throughout the system.
In 1970-71 OLE expanded to 12 more elementary schools, and in the
following year to another 8. This expansion was made possible largely
through the use of Title III funds, and was instigated by parental requests
to extend the program to other schools. Currently (1974) OLE is in use in
26 public schools and has been expanded to include grades K-5. Throughout
the expansion period, inservice workshops for teachers were regularly con-
ducted, and communication throughout the district was actively continued.
The Plattsville Oistrict has recently adopted a middle school system,
and 1s now designating its schools as K-5, 6-8, and 9-12. To provide a
continuum (articulation) of the open classroom approach, the middle schools
are now also being developed along OLE lines. This is regarded as a trans-
itional phase between the child-centered elementary program and the subject-
centered secondary approach. Task forces of teachers, administrators, and
community members were formed to help develop the middle school program.
These task forces were coordinated by Or. Jones.
Although it is still not fully in system-wide use, OLE is making
itself felt through teacher recognition of its methodology. Some teachers
begin using open classroom methods even before OLE is formally introduced
to their grade level. Others are taking university courses in the method or
reading about it on their own. These practices have been encouraged and

supported by the central administration.

o
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The central concern of this unit is the manner in which the diffusion
. process can be achieved, In the case of OLE the:following points are con-
sidered crucial to the successful system-wide diffusion of the pilot program:,

1. Because federal dollars were available to poverty areas, the
program was presented to principals in these areas, and to the
community via the PTA and other agencies. After a presentation of
stides, tapes, etc., and visits to other schools using OLE, the
principals agreed to try the project. This often occurred after
consultation with their staffs, but the principal was the chief
decision-maker. The main point is the voluntary acceptance of OLE;
enforcement by the central office would have been antithetical to the
cooperation and enthusiasm required by the very nature of the program.

2. MAnother diffusion §trategy came from the Plattsville Council for
Public Education, a parent group pressuring for OLE in their schools.
This group was influential in convincing principals to accept the
program,

3. OLE's broad support base has been crucial to implementation and dif-
fusion, Favorable press coverage, increasing interest in educational -
alternatives and program flexibility, and the success of the pitot
projects all broadened the support base. The fact that OLE has now
survived 4 superintendents is testimony to its widespread support.

In commenting on the diffusion effort, Dr. Jones felt it had been suc-

) . cessful, but mentioned the following points which she had learned throughout

the experience:

1. The building of relationships among administration, staff, and com-
munity should be a first step in the planning process.

2. It is important from the very beginning to implant the idea that a
tong period of time is needed for real change to occur; therefore, .
strong on-going support is necessary. --

3. Getting enough money to expand the program is always a problem. Pub-
ticity and communication are crucial to achieving continued local
funding.

&4, Moving an innovation into a school too quickly is a mistake because
the staff is asked to do too much too soon. Gradual diffusion (one
grade at a time) and continued teacher orientation allows for smoother
transition.

5. A built-in evaluation component is crucial because it requires par-
ticipants to follow program guidelines and timit changes. On-going
assessment is essential for feedback about the program's effects
throughout the district.

6. Better ways are needed to receive input from parents and comunity.

Particularly in poverty areas it is difficult to find parents with

time to spend in school involvement. The teacher unions also tend

N U to discourage parental involvement either as aides or participants
in the planning process. Here again, positive communication to

both parents and teachers not actively involved in the progras is a

vital procedure for diffusion success.
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. EXERCISE 6 - WORKSHEET

Conditions and Advantages of Combining a Pilot Project
with District-Wide Involvement

Directions: List as many conditions and advantages as you can, as illustrated
in the preceding example, which justified the combining of a pilot program
with district-wide participation.

Conditions:

Advantages:

-,

Reminder: YWhen you have completed this exercise, check your work against the

. Exercise 6 - Answer Keye

49

Aruitoxt provided by Eic: R
h:wﬂf——--—m—wq — o — st “




Unit 10 - 45

EXERCISE 6 - ANSWER KEY

Conditions and Advantages of Combining a Pijot Project
with System-Wide Participation

Conditions: (These are seme suggestions; you may have thought of others.)
The open classroom idea is a major educational trend of widespread interest.
There was a system-wide need for such a program in the Plattsville School
District as indicated by the large number of elementary schools designated
as "low achievement."

Funds from Title I were available to implement appropriate innovative pro-
grams on a system-wide level.

The OLE program had been shown to be one that is adaptadble to many different
schools, classrooms, teachers and students.

Advantages: (These are also suggestions to which you may add more.)

"Involvement from the beginning of the superintendent, principals, team

Jeaders, teachers, and comiunity aides.

The use of five schools to initiate the program, thus rroviding a pasis for
compariscn from which one school was eventually chosen as a "demonstration"
modet.

The scope of the pilot project provided considerable material both for eval-
vation and for exposing the program to a broad spectrum of the community.

Publicity about the program could find its sources in a number of schools.

Observation of the program was possible for a great many parents and
teachers. This prepared some teachers to adapt the OLE model to their own
classrooms,

s A e 2
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Objective 8, Define and illustrate the theme approach to system-wide
change and state its advantages.

In Objective 1 we discussed the various patterns of change which can
occur on a system-wiﬁe basis. One such pattern, which lends itself particularly
well to diffusion, is the theme approach. Examples of themes (as opposed to
specific instructional systems or products} might be:

Individuaiized instruction
Methods of inquiry )
Humanizing learning

Use of technology
Community involvement
Alternative programs

List any additional themes you think of:

The advantages of using a broad theme as a basis for system-wide dif-

fusion could include the following:

Giving each school a Tocal option to adopt its own version of the theme,
this allows for adaptation to Tocal differences.

Allowing for a greater sense of system-wide invoivement in @ broad gen-
eral goal.

Variations on the theme as expressed in different schools allow a basis
for comparison and the eventual combining of the best features of each
variation.

List any additional advantages you think of:
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The following example {ilustrates the application of a theme approach

in a particular school district. There are no worksheets or answer keys to
this objective. It is designed merely to acquaint you further with the

possibilities of a thematic basis for diffusing change programs.

The Pennurban Alternative School Program

The Pennurban School District had long been plagued with poor
attendance and dropout problems on the secondary level. The superintendent
was in favor of initiating a series of alternative programs which might
appeal to students dissatisfied with more traditional schooling. Accord-
ingly, a Director of Alternative Programs was designated who was asked to
call a meeting in the spring of 1971 of all secondary principals of the 48
high schools in the district. Since‘Pennurban is a large city system, it is
divided into sub-districts each wjth its own District Superintendent. These
persons also were invited to participate in the meeting on alternative pro-
grams, The principals were given a set of guidelines for writ{ng pro-
posals for alternative programs which could be set up either within a school
building or in a community setting. Volunteer participation by both
tea;hers and students in proposal writing was assumed. Dnce the alterna-

tive programs were establ}ished, participation in them would also be volun-

tary.

Principals were charged with devising alternative proposals which
would be reviewed by a central office comittee. The Director of Alternative
Programs offered help in project development and implementation. Programs
were to be initially funded by Title I and Title III funds as well as by the
district's operating budget.
‘ When proposals were submitted to the Director of Alternative Programs

and his staff of three field coordinators, they were divided into three
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. categories
1. A project that was definitely “go" and would be immediately funded
and implemented.

2. A project that would eventually be accepted after certain revisions
had peen made.

3. A project requiring major revisions before it could be considered.

Approximately 25 proposals were approved as pilot programs for the
first year of operation, and 20 marginal proposals were approved for syb-
sequent implementation. (Some programs, judged non-productive, were later
phased out.) |

In addition to the Office of the Director of Alternative Programs,

_ there is a Proposal Review Committee consisting of central office stuff,
and a city-wide Advisory Group including parents, teachers, principals
and students. Thus, tﬁere is considerable involvement on many levels in

. planning for the diffusion of the alternative program theme, and for
reviewing those programs currently operating on a pilot basis.

Since the Alternative Project began tn 1971, it has spread so that
almost every high school in the city offers its own version of one or more
alternatives to traditional schooling. However, the diffusion process
has not been without problems. Mobility of students among schools with
differing programs and articulation among levels have caused some diff%-
culti s. The need for staff training has been extensive; this has beenﬁ
partly hiandled by involving teachers in the initial program design. Teachers
union resistance has offered another problem. The union has been disturbed
by some relocation of teachers to alternative sites, and the time required
for inservice training. (However, the Director of Alternative Programs is
attempting to handle these problems by the grawual phasing in of new pro-

. grams , advance planning for teacher allocation, and the establishment of
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voluntary workshops for teacher training.}

In discussing this program, the Director noted the following points
which he considered crucial to the diffusion of a theme-based pilot project
to system-wide use:

1. A good political base. This includes state, city, and school board
support. Pilot projects often need state definition &5 "experimental pro-
grams" in order to avoid hampering regulations such as certification re-

quirements. The Pennurban District has been fortunate in receiving such
cooperation from the state.

. 2. Media support. Positive publications and/or coverage of the pilot
project will help expedite the diffusion process.

. 3. Support of parents and community. This can be achisved not only by
involving community representatives in the planning proces’ . but by inviting
them to observe the pilot program in operation.

4. Support of teacher organizations. This is essential, and can
probably be best achieved by inviting union representatives to participate
in each step of the planning process.

5. Central office commitment. In the Pennurban case, the alterpatives
idea was initiated by the superintendent. However, it was also vital to
have a central office Proposal Review Committee which was directly involved
in choosing and subsequently evaluating the programs.

6. Support of other stafrs. These include personnel involved with

budget planniny, evaluation, curriculum, etc. The success of the diffusion
effort depends largely on the involvement and irterest of as many elements
as possible.
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Objective 9. List the advantages of a home-made product or program for
system-wide diffusion.

Very often, particularly in the curriculum area, a scﬁool district will
purchase a "packaged" program or product marketed by é commercial agency. The
lack of time or expertise in a given district may make it impossible to
duplicate the qualtity of a product developed by outside experts. Such products
usually have built-in procedures for implementation, allow for efficient use
of resources, and have widely proven efficacy.

However, thgre often are considerab!f advantages for system-wide diffusion
of employing a home-made {district-created} product. This home-made feature
may involve making substantial modifications in some externally-created product
or program, or it may involve local development from scratch. Advantages
gained when diffusing a home-built preduct are apt to be high staff involvement
or sense uf ownership, reduced costs of locally developed materials as con-
crasted to those purchased from an outside source, Ligh adaptability to local
needs and characteristics, and possibility of community involvement in program
development.

The following examples illustrate the process of developing and diffusing
a howme-made product, and some of the advantuges that result., The first example
describes the local modification of a specific individualized learning program.
The second example reports an instance where a district developed a non-

traditional grading and reporting system from the beginning.
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Example 1, This example {1lustrates the manner in which a school system

can modify an externally-developed program and diffuse it system-wide, making
use'of the original program's positive elements while at the same time tailor{ng
it to specific local needs.

In 1969 the East Brampton School District decided to expand into all
elementary schools an Individualized Math Program (IMP) created by one elemen-
tary school as a modification of the Individually Prescribed Instruction (IPI)
program. Previous tryout of IPI in that particular school had convinced staff
that while the method was excellent, the materials needed improvement. New
materials vicre therefore created based on the IPI model. Since the materials
were locally produced, they were less exbensiVe to reproduce by mimeogiaph,
and were felt to be generally more appropriate to the particular needs of
East Brampton Schools.

The school board then appropriated $12,000 for the mplementation of IMP
in all 14 elementary schools and invited all principals to adopt it. However,
three principals remained unconvinced and did not accept the program. Even-
tually the superintendent required these three schools to adopt IMP.

While ail elementary schools in the district now use the program, it is
with considerabie variation among schools. Wher it was found that the
completely individualized approach of IPI (which IMP retained) was not suitable
for all children, school-to-school modifications were developed in the form
of small group instruction and a seminar system. Other schools retained the
main features of IPI instruction by employing paraprofessional aides.

IMP has been diffused to some degree to the Ezst Brampton secondary
schools as well. In the junior high schools pre-tests and post-tests for
individual mastery are used, and students ten. to work it small groups on

different units. In the high school, individualized instruction has so far

been applied only in geometry.
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There has been considerable parent and teacher involvement in cdaveloping
and implementing this program. Parents may take evening courses in the new
math curriculum and may take the same tests their children take, thus learning
first-hand how the program works. Teachers are given inservice training time

in IMP techniques from 1:30 to 4:30 every Wednesday.

Example 2. Around 1969 the Pennurban School District central administra-
tion responded to various pressures from the educational community to develop
an alternative process to letter-grade reporting in grades 1-6. Accordingly,
the Associate Superintendent for Curriculum and Instruction formed a district-
wide advisory committee composed of parents, teachers, and principals.
Recommendations for membership on this committee, which eventually numbered
33, came from district superintendents, principals, and the Home and School
Council.

The Cunmittee first conducted a 2-year study of grade reporting procedures
in other districts. As a result of this study, elements of existing procedures
were combined to form a pitot program which would be introduced in eight
elementary schools in Sepiember 1972.

The program used a descriptive evaluative report to be filled out in
duplicate by the teacher. One copy was presented to the parent at regutarly
scheduled parent-teacher conferences in November and April. These reports
were open-ended commentaries on the child's performance in various subject
areas. In addition, reports were sent home in February and June indicating
the child's competency level in reading and math. (These levels were
determined by district-devised competency tests.)

In the spring of 1973 the program was evaluated via a survey of staff by

the principals of participating schools, and informal questioning of parents.
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The -general report was favorable, and resuited in the Committee's recommenda-

tion that the program be extended to include six more elementary schools.
The procedure was somewhat changed so that the same reporting form was
used in November and April as in February and June. This was a modified
version of the open-ended commentary form previously used only in conjunction i
with parent-teacher conferences. In addition, a data-processing program was
initiated to provide pre-printing of standard information, and printouts of
master conference schedules {for all children, parents, teachers, times, dates,
rooms, etc.) and pre-printed letters informing parents of conference dates.
A second evaluation was conducted through a survey of principals,
teachers, parents, and sixth-grade students. In general, the response was -
favorable, particularly with regard to the parent-teacher conferences.
These were felt to provide an excellent avenue of communication and information
exchange. A few objections to the program included:
Teacher resistance to the time required to fill out forms

Parent resistance to the time required to interpret forms

Parent fears that letter grades might be required as college prerequisites

Desire of some parents to return to letter grades, but preserve the
conference system

Desire of some parents for increased numbers of conferences

As a result of these evaluations, plus further study of the new reporting
system by the Comnittee, several suggestions have been made for future
implementation. These include:

The use by all participating schoois of the data processing system

Option for children to attend parent-teacher conferences

Provision of orientation guides for teachers, principals, and parents
explaining the grading process

Provision of a simplified checklist format to make recording easier
for teachers and interpretation easier for parents
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1‘ X Possibility, after the next evaluation, of recommending diffusion
to all schools at all levels in the district

I
l‘ct L
.

e
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Objective 10. Critique a Tocal change strategy and outline a superior
strategy for meeting system needs.

The following exercise asks you to apply your understanding of the within-
system diffusion process in critiquing one school district's approach to
change and in outlining a superior approach. 1In previous objectives it has
been recommended that one of two diffusion strategies be employed: either
initial system-wide adopticn of a change program, or a pilot approach with
initial system-wide participation. From your study of this unit you should
now be able to apply criteria suggested previously to assess an example of the

change program process and suggest improvements.

Exercise 7

The example given below describes the approach taken in the Judson
School District to improve instruction in secondary social studies. This
exercise asks you first to critique the approach used. Then, assuming
that you were the Associate Superintendent for Instruction in that district,
with system-wide responsibility for improvements, to outline an approach

to improving social studies that you would have promoted.
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The Judson School District Approach to Improving Secondary Social Studies

Judson is an urban school district which includes nine junior high
schools {grades 7-9} and six high schools (grades 10-12).
The chairman of the social studies department {Williams) was recently

approached by the principal of Carter H.S. (Price) with a concern about the

' poor performance in his school of 10th and 1ith grade students on a nationally-

normed social studies achievement test.
Williams noted similar concerns expressed at both the senior and junior
high school levels in his meetings with social studies teachers throughout

the district. He was also aware of recent developments in innovative social

- studies curricula, and suggested to Price that an externally developed

program, Individualized Social Studies Instruction (ISSI) would be appropriate
to adopt in Carter H.S. to increase the motivation of 10th and 11th grade
students, with probable improvement in achievement test scores. ISSI is a
packaged program with proven effectiveness in several small school districts,
but fatrly high costs for the materials, workbooks, and audio-visual aids
which comprise the program. ISSI is designed for use in grades 9-11,
Williams then met with the Associate Superintendent for Instruction
(KarYin) to request approval for the purchase of ISSI for 10th and 1ith
grades at Carter H.S. Williams' persuasive presentation of ISSI led Karlin
to believe that it would be an effective program. Williams reported that ISSI
had been tried out successfully in several rural districts, but not in a
system similar to Judson. He also reported that he was aware of difficulties
in the social studies curriculca in secondary schools throughout the district.
Kariin agreed that ISSI should be adopted at Carter H.S., and tock
the needed steps to gain the superintendent's approval and facilitate its

implementation.
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. EXERCISE 7 ~ WORKSHEET

Critique and Qutline of Approaches to Improving Social Studies Instruction

Directions: This worksheet provides space for you to critique the preceding
example (A), then to outline an improved approach (B). Assume that you are
the Associate Superintendent for Instruction in the Judson School District.
In your critique note any errors that you consider were made by either the
Associate Superintendent or the Department Chairman. In your recommendations
for improvement, }ist any requirements that you think should have been met
in the example given or any steps that should have been taken.

A. Critique the approach Karlin and Williams took for improving social
studies instruction.
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. EXERCISE 7 -~ WORKSHEET {cont‘d)

", B. Ou%*ine an approach to improving secondary social studies that you would -
have promoted.

Reminder: When you have completed this exercise, check your work against
. Exercise 7 - Answer Keye
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EXERCISE 7 - ANSWER KEY

Obviously, there are different ways in which you could have completed
this exercise. However, after studying this unit you should have included
in your answer most of the following shortcomings (A} of the approach
described in the example, and most of the steps {B] for strengthening this
approach.

A. Shortcomings of the approach described in the example.

1.

tack of system-wide involvement of secondary principals and social
studies teachers in analyzing needs for improvement in the social
studies curriculum,

tack of system-wide involvement in planning an approach to improving
instruction in social studies (which might inciude ISSI in Carter H.S.}.

tack of community participation in the planning process.

tack of consideration of alternatives [other approaches than ISSI} to
improving social studies.

If ISSI were adopted in Carter H.S., no provisions were indicated for
diffusing information about this program throughout the district.

B. Steps for strengthening the above approach.

1.

You, as Associate Superintendent for Instruction, with the Social
Studies Department Chairman, should invoive all secondary principals
and social studies teachers in a district-wide analysis of needs for
improvement in the social studies curriculum.

There shogld be involvement of community representatives and students
in analyzing the needs for improvement in social studies.

There should be system-wide involvement in planning a generalized
strategy for district-wide improvements in social studies (whether
involving initial system-wide adoption of some program, pilot testing
one program with the prospect of later system-wide adoption, or having
di¥ferent schools adopt change programs specifically suited to them.}

Provision should be made for regular communication to staff and
community regarding progress in any program undertaken.

If any program initiated on a pilot basis should prove successful,
plans should be made for considering its diffusion to other schools.

If ISSI is considered for system-wide adoption, and if funds are limited,
modifications should be provided to reduce costs.

Provision should be made for grade-to-grade articulation (9-11, as
well as for Jow grades).
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. Objective 11. Outline a plan for introducing and diffusing an innovative
program system-wide.

From what you have already learned from this unit, you should now be
able to design a diffusion program of your own. This might involve the
initial diffusion of a specific innovative program on 2 system-wide basis,

the introduction of a specific program on a pilot basis with later system-wide

diffusion, or the system-wide introduction of a theme with school-to-school
variations. Any type of program is acceptable as long as it is one which is

appropriate for system-wide use,

Exercise 8

The plan you will describe should include the manner in which the program
is initiated, a description of the school district involved, and the manner

. in which the whole district can be included in the diffusion effort. wWhile

you may invent an innovative program or draw on your own knowledge and
experience, you also may choose any of the following types of programs for
system-wide diffusion:

1. An externally developed individualized learning program.

2. An ungraded system, either on the elementary level or throughout all
levels.

3. Checkpoint classes or resource rooms for small groups of children
with particular math or reading problems.

4, The open classroom.

5. High school honors programs with independent study projects and
liaison with universities.

6. Alternative programs or schools.

7. The twelve-month schobl year.

Community involvement in the schools {as teacher aides, tutors, on
advisory committees, etc.).

C
w
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. 9, Student involvement in decision-making.
10. New systems of reporting pupil progress, including parent
conferences. '

11. Use of community resources (industries, 1ibraries, museums, etc.).
Since this design is your own, no answer key is provided. Use the

worksheet for your answer,
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EXERCISE 8 - WORKSHEET

Plan for a System-wide Diffusion of a Program

pirections: Set the stage for your answer by identifying the type of program

to be diffused, then give the general characteristics of the school district

in which the projram accurs. Follow with a step-by-step description of a
process resulting in system-wide diffusion.

1. Type of program chosen

2, Description of schaol district

3. Outline of steps in the diffusion process
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. EXERCISE 8 - WORKSHEET (cont‘d)

Qutline of steps...cont'd.
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POST-ASSESSMENT EXERCISE - UNIT 10

Directions: This exercise offers you a way of checking how well you have
mastered the objectives for diffusing local educational {mprovement
programs. It should take you no more than one-Raif hour to complete the
exercise, Compare your answers to those given in the Answer Key on
page 47, ’

1. This unit deals with diffusing educational improvement programs within
a school system. Diffuslon may involve change in a general theme, an
instructional system, or an instructional product. Can you give an example
of each of these types of change?.

Theme:

Instructional system:

Instructicnal product:

2, Give some examples of needs for change which are apt to exist on a system-
wide basis.

3. What are types of innovative programs which, if adopted at one level,
cause problems of articulation below or above that level?
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4. List some reasons why a successful pilot program may fail to spread
system wide,

5. List the advantages of introducing an innovation through the pitot test
procedure.

6. List some advantages of introducing a new program initially on a system-
wide basis. ‘

7. State the advantages of combining an {nitial pflot project with system-
wide participation in the planning for diffusion.
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‘ 8. What are the advantages for diffusion of propagating a broad purpose or
) theme rather than specific changes?

9. List the advantages and disadvantages of a system-made change program
~as compared to one imported from outside.

Advantages of system-made programs:

Advantages of externally developed progi-ams:

1™
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. PRE~ AND POST<-ASSESSMENT EXERCISE - ANSWER KEY

Explanation: An adequate anpswer would include most of the items or points
given in this Answer Key. However, you may have alternatives or additional
Ttems in your answer. (For the first question only one example in each
category is required.]

1. Give an example of each of the following types of chande patterns.
Theme:

Individualized instruction

Community involvement in the schools
Cooperative (team) teaching

Student involvement in decision-making
Computer assisted instruction

Open classrooms

Instructional system:

Harvard model of team teaching
Individually Prescribed Instruction EIPI)
Planned Learning According to Needs {PLAN}
The Winnetka Plan

The Montessori Plan

Melbourne H.S. non-graded plan

‘ Instructional product:

Overhead projectors .
Physical Sciences Study Committee (PSSC) physics curriculum

Fitmstrips
Cuisenaire rods
Man - a Course of Study

2. Give some examples of needs for chande apt to exist on a system-wide basis.

Reading skills deficiencies
School-community relations
Staff in-service training
Drug problems

Inter-racial conflict

3. Whét are types of innovative programs which, if adopted at one jevel,

cause articulation problems at other levels?

Open classroom plans

Team teaching

Nongraded plans

Use of particular reading programs
Individualized instruction programs .

T2
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List some reasons why a_successful pilot program may fail to spread

system-wide,

Inappropriateness of program to other schools, levels, classrooms
High costs of d'{ffusion

Priortty differences among schools on program adoption

Insufficient central staff commitment

Lack of a comprehensive diffusion strategy

Reluctance of some schools to adopt programs particularly identified

with one particular school
Reluctance of teachers to accept change programs
Personnel changes leading to change of philosophy or commitment

List advantages of introducing an innovation un a pilot test basis.

Concentration of resources

Opporturity to evaluate program on limited basis

Provision of training site for teachers and administrators
Provision of demonstration project for other schools in district
Possibility of introd.cing similar programs for comparison

Ease of returning to traditional methods if program fails

Ease of-gaining financial support for a limited program

List advantages of introducing a new program initially on system-wide basis.

District-wide involvement of personnel, leading to widespread sense of
"ownarship".

Removal of suspicion of favoritism toward certain schools.

Opportunity for adaptation of program to differences in schools,
personalities, and instructional techniques

Maximizing local tax effort if program is shown to have largest possible
impact and most efficient use of funds

Time-saving as compared to several years of pilot phasing

State advantages of combining pilot project with system-wide participation

in diffusion pianning.

Increased involvement of personnel throughout the district in pilot proj
project planning

Increased probability of choosing various pilot sites, thus enabling best
choice and providing basis of comparison among schools

Opportunity for whole staff to learn from pilot program

Increased possibility for sources of publicity about program

Opportunity for widespread community involvement and chance for observation
of program

What are advantages of diffusing a broad purpose or theme?

Each school has a local option to adopt its own version of the theme

There is a greater sense of system involvement in a broad general goal

Variations on the theme as expressed in different schools provide a basis
for comparison and eventual combining of best features of each variation
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. 9. List advantages and disadvantages of a system-made change program as
compared to one imported from outside the district,

Advantages of system-made programs:

Hlgh staff involvement and sense of ownershlp

Reduced costs of locally developed materials
Comparatively low cost of reproducing worksheets, etc,
High adaptability to local needs and characteristics
Possible community involvement in program development

Advantages of externally developed programs:

Represent talents of experts in the field
Built-in ease of implementation
Time-saving for the district

Proven efficacy
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UNIT EVALUATION FORM
’ Unit 10. Diffusing Education Improvement Programs Within @ School System
Evaluation by Date
Position Organization

Please give your reactions to this unit by checking and writing in your
opinions and recommendations. Returning this form to Research for Better
Schools, 1700 Market st., Philadelphia, Pa. 19103 (Attention: Glen Heathers)
will help us Judge the value of the unit as well as aiding in {ts revision.

A. Your judgment on the importance of a unit on this topic as trai ning for
teadership in local educational improvement programs.

Check: Very High High Moderate Low Vowy Low
Your_comments:

. B. Your judgment of the quality of the introductory section of the unit.
Check: Very High High Moderate Low Very Low
Your comments:

C. Your judgment of the adequacy of the set of unit objectives.
Check: Very High High Moderate Low Very Low

What objectives do you recommend omitting? Why?

What objectives do you recommend adding? Why?
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D. Your judigment on the quality of the unit contents.
. Check: Very High High Moderate Low Very Low
’ Your comments:

E. Your judiment on the quality of the unit exercises.
Check: Very High High Moderate Low Very Low
Your comments:

F. Your judgment on the quality of the unit pre- and post-assessments.
' Check: Very High High Foderate Low Very Low
Your comments: '

G, About how many hours did you take to complete this unit?

H. How valuable do you Judge this unit to be for training each of the following
categories of educational leaders? Please enter the appropriate symbol.
H - Highly valuable. M - Moderately valuable. L - Low value

____School system central administrators

____ Buidding principals

—_ Curriculum coordinators

___ Field consultants of state education departments

‘ Graduate students in administration or supervision

Other: .
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